





during the year prior to the pilots with those occurring during the pilot projects.

Numerous problems were reported by human resources staff in the initial months with
regard to the first two projects. Both of these required the cooperation of DOER staff and
changes in DOER'’s operating procedures. After many meetings, new procedures were
eventually implemented that allowed the DHS projects to proceed as envisioned and there
have been no recent complaints.

No problems or complaints were reported for pilot project # 3. AFSCME reported serious
concerns about the first use of pilot project # 4. The first use involved the transfer of an
employee from a class represented by the Minnesota Association of Professional
Employees (MAPE) to a class represented by AFSCME. The vacancy that was filled had
been the subject of scrutiny and controversy for several months, and there were AFSCME
employees on the eligible list for the class hoping for promotional opportunities. The
person transferred into the job was a MAPE employee who would otherwise have been
subject to layoff under the Memorandum of Understanding. No other problems or
concerns were reported. The rationale reported by supervisors in support of their
assessments was well-grounded. Everyone appointed via this pilot project successfully
completed the required probationary period.

The survey showed that most employees, particularly those in the State Operated
Services, were not aware of the pilot projects. Reported usage rates bear this out, to
some extent. For example, there were only 4 uses of pilot project # 4, a high of 146
reported uses of pilot project # 1, 111 reported uses of project # 2 and 19 reported uses of
# 3. Of those who used the projects, satisfaction with the experience was generally very

high. '

As a result of the evaluation, the committee developed and implemented a formal
communications plan to help spread the word about the projects, but with the
understanding that knowledge and usage will always be somewhat limited because of the
complexities of the state system and the lack of interest of many employees.

Since the formal evaluation, there have been no reported problems with the projects.
Managers have expressed appreciation for the ability to fill vacancies more quickly from
lists of current employees. Employees have appreciated the ability to take exams and get
on lists on an ongoing basis for all classes used in the department.

Audit Appeal Project
The committee implemented a new project in January 1998, which involves the use of a

four-member labor-management panel to "hear" appeals of job classification
determinations and make recommendations to the DHS Human Resources Director. This
project is not designed to address a significant actual problem, because there are very few
adverse classification decisions, but it is designed to address a significant problem of a
perception of unfairness or inequity that is shared by some employees and supervisors.

3



To date, there have been five appeals: three were turned down by the panel: one was
returned to the local Appointing Authority to review new information presented at the
appeal hearing; and the fifth was approved by the panel, but the panel’s decision was
rejected by the DHS Human Resources Director because the panel’'s decision was not
consistent with statewide standards for the classes involved.

The committee did not anticipate much use of this project since virtually all classification
decisions are approved as submitted, but the committee believes that the mere existence
of such an appeal process has decreased the perception that the process is biased.
People feel more comfortable knowing that a labor-management appeal process exists.

Other Projects

Staff of the DHS Human Resources Offices make job classification decisions under
authority delegated to them by DOER. That authority has been granted for all but the
Personnel classes. The pilot project legislation has allowed the DHS Human Resources
Director to make allocation decisions involving those classes. The decisions are, like all
such decisions, documented and based on well-established standards.

Future Plans

The committee had a hold on future projects in anticipation of major system-wide civil
service reform initiated by the Department of Employee Relations. Unfortunately, DOER
did not pursue the legislation needed for civil service reform during the 1999 session, nor
does it intend to do so in 2000. The committee did not meet during most of calendar year
1999 in order to avoid conflicts with the collective bargaining process.

Late in 1999, the committee resumed meetings with the intent of identifying other possible
projects. One topic that has been under discussion involves the possibility of pursuing
legislation to allow an employee to convert accumulated-annual leave to cash which can
then be used to fund a training and development opportunity for the employee. This would
first require the approval of all of the exclusive representatives.

The next major areas to be examined are recruiting and retention. Both management and
labor representatives identified these as major, and rapidly growing, areas of concern.
Current state hiring systems are too complex and too slow to be able to attract and hire
well-qualified candidates in today’s job market. The committee will be exploring options to
the traditional hiring methods.

Conclusion

The committee is satisfied with its work to date and appreciates the opportunity to try new
things with the state’s civil service system. While the labor-management process is slow,
the committee believes that it leads to greater understanding of issues and eventually
results in changes which have a broader base of support.



